
Three Sided Strategy: Schools 

Desigdimplement programs to start using 
technology as a teaching tool 

Oct 1: 
rn "Roll out" project being organized 
rn On line courses being designed 

Three Sided Strategy: Schools 

Other activities: 
April 26: 

Designed technology standards for students, 
teachers and administrators . Designed course outlines for: 

mlntegrat ion of computers in curriculum 
-Internet as a research too I 

Title 2-d funds oriented towards our technological 
and academic plans 
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Three Sided Strategy: Schools 

H Other activities: 
Oct 1: . Designed manual to guide and control the use of 

. Exhibit IO: Copy of manual 
Internet in schools 

Three Sided Strategy: Schools 

Implement a school repair program 
rn April 26: . Electrical repairs being conducted 

-13 e lectrical stations 
-150 p ower distribution repairs . Electrical repairs from Proyecto 1000 

12 



Three Sided Strategy: Schools 

rn Implement a school repair program 
Oct 1: 

Electricity in 86 additional schools will be repaired 
.B 0th power plant and power distribution (cabling) 

Seven additional million dollars will be invested 
from School Renovation Program 
Exhibit 11: List of schools to be repaired 

Three Sided Strategy: PRDOE 
Build new local area network infrastructure 

April 26: 
Project almost finished - At least 80% completed 

Oct 1: 
I Project 99% finished - Only some training and documentation missing 

Local Area Network stability significantly 
improved 
Exhibit 12: LAN photos 

OldFloorCabinet, NewFloorCabinet. BothFloorCabinets 
* OlaCab nq. lue&aolmg. hewcab nq2 - OioMa nSn Icn hpn.MMa n_Sh !c~..noe!Conslrccl~on - OidCablinsVideo 
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Three Sided Strategy: PRDOE 
I 

implement new server infrastructure 
April 26: 

Bid is being conducted . Proposals already received (April 18) 

m Implementation already started (end of July) 
= About 66% already completed 
rn Exhibit 13: Server cabinet photos 

Oct 1: 

- CurrentServersZ, NewServersl, Newservers2 

Three Sided Strategy: PRDOE 

rn Establish Help desk 
April 26: . Help desk tracking software already installed . 84 support technicians will be trained this summer to 

provide support locally to districts 
Oct 1: 

38 people in Help desk . 27 of them located at the regions . 84 support technicians were trained as Microsofi Office 
User Specialists (MOUS) . 7 new LAN managers already hired . Training in MCP Windows XP will be provided 

D Exhibit 14: List of HelD desk Dersonnel 
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Three Sided Strategy: PRDOE 

District directors being involved in the project 
April 26: 

One director from each region 
Approach to make them "project owners" 

w Meeting already held with district directors 

Oct 1: 
84 district support technicians were trained in the 
design of plans to incorporate technology into the 
curriculum 

Three Sided Strategy: PRDOE 

Project administration 
April 26: 

Steering committee appointed to closely follow up 
on the project 

Steering committee continues to meet 
Oct 1: 

15 



1 Things to Be Addressed 

Maintenance and support 
rn April 26: . Increase school help desk support 

I Establish centralized/distributed 
-T rain help desk people 

maintenancekervice group (year 5) 
Improve stability in communication lines . Accelerate procurement process 
Accelerate academic projects 

1 Things to Be Addressed 

I Maintenance and support 
rn Oct 1: 

Establish centralized/distributed 
maintenancelservice group (ERATE year 5) 
Improve availability in schools connected 

I Accelerate academic projects 
Improve coordination of complementary 
projects at school level 

rn Electricity repairs, laboratory installation, 
teacher training, Proyecto 400, line recovery 
and technology integration project 

or, 1 2002 rConf,daniai, 32 
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c 1 Summary of Accomplishments 

From practically no schools connected to 475+ 

m From basically no computers to use the network to: 
schools connected (with good availability) 

102 laboratories installed 
3,300 computers ordered (2/school) 
400 additional labs already bided 

23,000+ teachers already trained 
From very few teachers trained to: 

From improperly installed communications equipment 
at schools to a new internal communications setup 
for 400 schools (Proyecto 400) 

- 

on 1 zw2 ,conf,dm,d, 13 

S u m mary of Accom pi ish men ts 

From a mess of cables and switches to a new 
standards-based central office LAN 

rn 3,500 drops 
rn 18 switchlrouters 

a new central office server and storage 
infrastructure (under implementation) 

rn 2 terabytes of storage (2,000,000,000,000) 
rn Storage area network (SAN) 

H From dozens of non-manageable servers to 

- 38 new servers 
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S u m mary of Acco m pl ish men ts 

From 0 to 38 help desk people 
From minor technology integration efforts to 
one pilot technology integration project 
(CENIT) 

I $$$ Already Invested 
~~~~~~~~ ~~~ 

lnvesbllent summaly~~ ~ ~~ ~ ~ 

- ~~ ~ ~~ Concepf_-~-_~ ~~ ~~ ~ !w!ount- 
~ Central office LAN 1.3M 
i Central offce servers ' 2.0 M 
i 102 laboratories ~ 8.5M 
3,300 PCs 5.6 M 

'Teacher training i 2.0M 
ITechnology integration' 
i project (CENIT) 1.0M 
1 Proyecto 400 (PRTC) ~ 1.0M 

17.0 M 
~ Microsoft contract 16.4 M 
1 Sohare ~ 

Scnoo repam PlOOO , 80 0 M 
Tota 134 8 M 
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Pending Issues 

April 26: 
Recovery of Phase 2 schools 

rn Year 4 funding . Uraently needed to: 
-Install backbone for phase 1 schools 
1P ay recurring charges 
-P rovide Internet access from different places within 

.E tc. 
the school 

I Pending Issues 
Oct 1: 

rn Recovery of Phase 2 schools 

rn Year 4 funding: 
. Pilots being conducted in three schools 

. Desperatelv needed to continue with recovery . Recovery process based on vendors expectations for 

. Effectiveness of our “vendor pushing strategy” 
year 4 

affected by delay in year 4 decision 
rn Year 5 application . Funds needed to keep project operational 
rn Form 470 for year 6 is due soon 
rn Continuity of the recovery process is in jeopardy 

- 
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Final Remarks 
I 

rn Corrective actions have continued 
rn Actions consistent with strategies 
rn Strategies already validated 
rn Additional evidence available, if needed 

rn Significant progress accomplished 
a Regardless of contractual issues 
rn Regardless of delay in Year 4 decision 
rn Project status closely watched 

Final Remarks 

rn All important aspects being addressed 
rn Complementary projects 
rn Bidding regulations followed 

w Current vendor committed to project recovery 

USAC letter of Dec 5, 2001 

rn "Vendor pushing strategy" continues 

rn PRDOE has complied with all requisites of 

20 



1 Final Remarks 

But we are running out of gas!! 
Technology projects are highly affected by time 
Motivation and credibility are also highly affected 
Additional delays may kill the project 
We understand you have to evaluate 

We respectfully request a decision!! 

21 
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Secretary 
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EXHIBIT VI 

0 Letter of Secretary Cesar A. Rey to USAC of September 
27, 2002 requesting immediate availability of funding for 
years 4 and 5 and related memoranda. 



Commonwealth of Puerto R i c o  
DEPARTMENT OF EDUCATION 

CCsar A. Rcy Hernindcz, Ph.D. 
Secretary 

September 27, 2002 

Mr. George McDonald 
Vice Presidente 
USAC 
2120 L St. NW Suite 600 
Washington, DC 20037 

Dear Mr. McDonald, 

We received a letter from you dated December 5, 2001 announcing USAC’s 
decision to withhold further ERate funding for Puerto Rico based on your 
concerns about our Department’s capability to effectively provide the services 
for which you had been authorizing discounts for years 1, 2 and 3. 

To comply with your request, we conducted a set of presentations to a 
committee compose of you, Mark Seifert, Tom Clines and Charles Walter. 
These presentations were held on February and April of this year. The last 
one will be made on next Tuesday October 1*t, 2002. Throughout these 
presentations we have provided USAC: 

1. A description of the state of the project when this administration took 
over on January 200 1. 

2. The reports of the preliminary findings of the initial assessment of the 
project that we had been conducting out our own initiative since the 
summer of 2001. 

3. The scope for the project as determined by our administration to 
validate the concept and performance of the work done by the 
suppliers. 

4. The results of the validation process of summer 2001 

P.O. BOX 190759. SAN JUAN. PUERTO RlCO 00919-0759 * PHONE: 17871 759-2000 EXTS.: 2.104. 4404 * FRS: 1787) 250-0275 

The Department of Education does nor discriminate in its  activities. educational services or employmenr opportuniries on 
the basis of race. color. sex. age. birth. natlonal oriein. social condition. Political ideas. wlirrintlC 1 , ~ l ~ ~ f c  n r  . I - \ .  h . ,-a;p.,-  



George McDonald 
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5. The Recovery Plan designed by PRDOE to make the project viable 

6. Evidence of the outcome of the Recovery Plan on February, April and 
September 2002. 

We have no doubt that we have specifically and properly addressed each and 
every concern stated in your letter of December 200 1, and have fully complied 
with all of your requests contained therein. 

The reports that we have submitted to USAC fully supports our fulfillment of 
your conditions for the availability of funding for years 4 and 5. The time has 
come for the approval of further funding. We cannot stay at a perpetual 
standstill. 

More than 660,000 Puerto %can children should not be penalized by being 
deprived from one of the very best technology projects available in our 
country. They have already lost too many opportunities because of the 
unavailability of the ERate project products. Every year lost means that 
50,000 Puerto Ricans graduates from high school without the opportunity of 
overcome the technology divide. People or entities responsible for past 
misconduct within this project should continue to be investigated and, if need 
be, prosecuted. We will continue to provide you with the results of our own 
findings. 

I am requesting the immediate availability of funding for years 4 and 5 in 
order to complete the recovery of this most important project in order to 
provide our people on an equal opportunity basis the educational and 
technological skills necessary to close the technology divide within OUT 
country. I will personally make the presentation to be held next Tuesday, 
October lst, 2002 and the request for funds availability will be the primary 
point of our Agenda. 

Thank you for the opportunity to present to USAC the results of our efforts to 
recover this project. We are ready to move forward and hope that so will be 
USAC. 

Sincerely, 

Secretary 



A. J. Bennazar Zequelra 
Jd R Carda P h z  

Dlem 0. Pa& 
Nyiia E. MlWn f&m 

Camllne Alicea Vakndn 

BUFETE BENNAZAR, CSP 
ABOCADOS Y NOTARIOS 

APARTADOPOSTAL 194000-NUM. 212 
SAN JUAN, PUERTO RlCO 00919-4000 

Tel4fono (787) 754-9191 
Fax: (787) 764-3101 
bennazar@rnlcmlurlr.corn 

Edlflclo UnMn b, Penthouse A 
Avenlda Pom de Le6n 4 16 

Hno Rey, PUERTO RlCO 009 1 8 

Arerorer 

Tomilra del C VAzwez 
Jane A. Mer Whltaker 

Edward M. 

FAX TRANSMITTAL SHEET 

Date: Januaw 22.2003 
Sent to : Mr. Louis Peraertz. Esa. 
Client: Deaartamento de Educacibn Fax No.: I71171 41s - 7877 
Telephone No.: 
From: A. J. Bennazar Zeaueira 
Subject: P. R Deaartment of Education 
Our file number: 7-2692 

Messape: 
Dear Louis: This will confirm that Dr. Carmen Collazo, Prof, Amaldo Ramos and the undersigned 
will be meeting with General Counsel Mago, and hopefully Atty. Mark Seifert and yourself next 
Thursday, January 23, at your offices at 2:15 P.M. 

Enclosed please find copy of my memorandum of today to Mr. George McDonald of USAC, 
and copy of Secretary Cesar Rey's letter to him of September 27,2002 which we discussed with 
General Counsel Mago during our visit to your offices on October 1. We will be looking forward to 
the FCCs position regarding our request. 

Number of pages including this one: 4 

c: The Honorable CBsar Rey 
Mr. George McDonald 
Dr. Carmen Collazo 
Prof. Amaldo Ramos 
Dr. Irma Alicia Rodriguez 

r . J. Bennazar Zequeira 

IF YOU DO NOT RECEIVE ALL PAGES. CALL 787-754-9191 AND ASK FOR: 



BUFETE BENNAZAR, CSP 
ABOGADOS Y NOTARIOS 

AF'ARTADO POSTAL 194000 . NOM. 2 12 

Telefono: (787) 754-9191 
Fu: (787) 764-3101 

bennaza@inlmjutis.com 

SAN JUAN, PUERTO RlCO 00919-4000 

A. 1. Bennazar Zequelra 
]& R Carda Perez 

DIepo 0. Pagan 
Nyvla L MlUn Falero 

Caroline Anced Valendn 

Arerorer 
Edward M. Bow 

T o n u w d e l C V ~ u e z  
Jane A. M e r  Whltaker 

EdiRclo Unidn Plaza, Penthou A 
Avenlda Ponce de Ledn 4 1 6 

Ham Rey, PUERTO RlCO 009 18 

January 22, 2003 

VIA TELECOPIER (202) 776-0080 

Mr. George McDonald 
USAC Vice President 
Schools and Libraries Division 
Washington, D.C. 

Re: E-Rate Funding for Puerto Rico, Years 4 and 5 

Dear George: 

This will confirm our priortelephone conversations to the effect that next Friday, January 
24, 2003 Dr. Carmen Collazo, Undersecretary of Education for Administrative Affairs, Prof. 
Arnaldo Ramos, Information Systems Consultant to the Secretary, and the undersigned will visit 
your offices at 9:00 A.M. to follow-up on our request for the availability of funding for years 4 
and 5 for the public schools system of the Commonwealth of Puerto Rico. 

For easy reference, enclosed please find copy of the letter dated September 27, 2002 
that the Honorable Cesar A. Rey Hernindez, Puerto Rico Secretary of Education, addressed to 
you and which we had the opportunity to discuss in detail during our meeting on October 1, 
2002. We are looking forward to USAC's response, and are hopeful that it will be positive. 

fmt 
Encl. 
C: Hon. Cesar A. Rey Hernindez 

Jane E. Mago, Esq. (General Counsel - FCC) 
Dra. Carmen Collazo 
Prof. Arnaldo Ramos 
Dra. Irma Alicia Rodriguez 

mailto:bennaza@inlmjutis.com


COMMONWEALTH OF PUERTO RICO 
DEPARTMENT OF EDUCATION 

Cesar A. Rey Hernandez, Ph.0. 
Secretary 

Letter to Atty. Jane E. Mago, General Counsel 
to the Federal Communications Commission 

January 30, 2003 

EXHIBIT VI1 

0 September 18, 2001 preliminary report to  PRDOE by 
A N  Professional and Consulting Services, Inc. with 
appendix. 

- Contains an independent evaluation of the 
RE-EDUCATE (E-Rate funded) project. 
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Fase 4. Analisis. uresentacion Y documentacion de 10s resultados. 

fase 4 requirit, el analisis y evaluation de 10s hallazeos y observaciones hechas durante el 
Las conclusiones y recomendaciones se discutieron primer0 a n  el curso de la evaluacion. 

Asesor del Secretario de Educacion en Sistemas de Informacion y oficiales de OSIATD. 

Fase 5. Preuaracion del informe final. 

La ultima fase constituyo la redaccion y preparacion de este informe que recoge 10s 
resultados de la evaluacion hecha a1 proyecto. 
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n. EVALUACION DEL PROCESO DE MPLkWTACION DE LA RED 
“REEDUCATE” 

Esta seccion contiene 10s hallazgos y observaciones hechas durante el tiempo que tom6 el 
proceso de evaluacion del proyecto. 

II.1 

La evaluacion de la administracion y direccion del proyecto produjo 10s siguientes 

Adrninistracidn y Direccidn del proyecto 

hallazgos: 

11.1.1 DE - No existe evidencia suficiente para demostrar que el DE desmollo ~n 

equip0 interno de trabajo con una adecuada segregacion de responsabilidades Y 
funciones. Tampoco se preparo un plan de accion para la implantaci6n del proyecto que 
permitiera dar un seguimiento efectivo a las tareas a realizar. No se ha requerido 
informes peri6dicos a 10s suplidores sobre el status de sus cornpromisos contractudes y la 
comunicacion con ellos ha sido mayormente a travts de llamadas telefonicas. Esta forma 
de “dirigi2‘ permite comprender el estilo casual o de administracion por crisis que ha 
prevalecido y que parece ser la causa principal que esta afectando la implantacion del 
proyecto. 

II.1.2 Adrninistracidn del Proyecto - Hasta junio de 2001, el DE no tenia un Gerente 
para el proyecto. Un recurso, a quien se le tiene asignado otros deberes y 
responsabilidades, actuo mmo gerente de este mega proyecto. El resultado de ega 
accion es la ausencia de procedimientos formales para el manejo y control del proyecto y 
de informes regulares sobre el progreso alcanzado. 

Una efectiva administracion se hubiese logrado si el DE hubiese requerido reuniones 
periodicas con 10s suplidores y se les hubiese exigido, entre oqos, lo siguiente: 

II.1.2.1 Itinerarios para la implantacion de sus trabajos. Los mismos 
hubiesen permitido comparar el nivel de progreso alcanzado contra 
dichos itinerarios. 

II. 1.2.2 Creacion de formularios y procedimientos uniformes para el 
proceso de implantacion. 

Establecer una efectiva coordinacion y comunicacion entre el 
personal asignado d proyecto por parte de las compaiiias y 10s 
recursos disponibles por el DE. 

II.1.2.3 
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11.1.2.4 Eliminar 10s problemas recurrentes a traves de su identificacion 
por medio de 10s informes de trabajo diarios. 

II.1.2.5 Requerir tecnicas como Ter t  charts” y CPM que permitan 
presentar las dependencias y actividades criticas para el exxito del 
proyecto. 

Solicitar informes por escrito regularmente sobre el status del 
proyecto. 

11.1.2.6 

A la luz de las observaciones hechas se puede determinar que 10s suplidores del 
equip0 y de la progamacion no solo se han visto afectados por este estilo de 
administracion por crisis sino que tambikn se han contagiado del mismo. Son muchos 10s 
ejemplos que se pueden citar en donde se puede observar el estilo de improvisacion y 
@re comunicacion que ha prevalecido en la implantacion de la red. Por ejemplo, son 
muy pocos 10s directores de escuelas que conocen del proyecto y 10s beneficios del 
mismo para su escuela. Esto se pudo corroborar durante el proceso de implantacion del 
proyecto para proveer acceso a Internet a cien escuelas del sistema a traves de la red 
EEDUCATE. Tampoco reciben informadon sobre la fecha en que 10s suplidores van a 
visitarlos para instalar el equipo. Para su sorpresa, 10s suplidores llegan de improviso 
solicitando un salon que tenga segundad y sin mayor dialogo proceden a instalar las cajas 
negras y las computadoras (como ellos dicen), creando un ambiente inc6modo entre 10s 
maestros y el director ya que a veces seleccionan salones totalmente inadecuados como 
por ejemplo, un salon para ofrecer clases a estudiantes de educacion especial o el salon 
asignado al comedor escolar. Ademas, constantemente se reciben en OSIATD, llamadas 
telefbnicas de las escuelas reportando 10s problemas que e s t h  confkontando con la 
instalacion del equipo de comunicaciones y las computadoras que se van a utilizar como 
sewidores en las escuelas. El apendice 1 incluye una muestra de 10s problemas 
reportados y confrontados durante el proceso de validacion que se hizo recientemente al 
tratar de proveer acceso a Internet a traves de la red a 100 escuelas del sistema. 

D.2 Planificaci6n para la implantaci6n de la red 

LOS principales hallazgos en esta tarea fueron 10s siguientes: 

n.2.1 Estudio de viabilidad para la implantacion de la red. 

No existe evidencia de haberse hecho un estudio de viabilidad para la implantacion de 
la red. En un proyecto de la envergadura de REEDUCATE este documento debio 
constituir el primer paso para realizar un cuidadoso analisis y determinar las posibles 
fortalezas y debilidades del proyecto. 
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11.2.2 Plan para la implantacion de REEDUCATE 

No existe a nivel del DE un plan a corto o mediano plazo para la implantacion de la 
red. La informacion que se tiene es que el proyecto se esta implantando por fases 
conforme a 10s afios fiscales en que se han recibido 10s fondos. Para lopar la 
implantacion de este proyecto de una manera ordenada, controlada y a1 menor cost0 
posible, el DE debio preparar y requerir a las compafiias participantes del proyecto un 
plan de implantacion a con0 plazo para utilizarlo como medida de control de la 
ejecucion de 10s suplidores. Dicho plan debi6 incluir cuando menos lo sipiente: 

Una definicion Clara y precisa de las estrategias a seguir para 
completar la implantacion de la red. 

El establecimiento de prioridades a 10s trabajos en propeso 

Recursos humanos y economicos necesarios. 

Destrezas requeridas por el personal (del DE y 10s suplidores) que 
iban a estar dando apoyo a la instalacion de la red. 

Disponibilidad de la red para otros proyectos prioritarios del DE y 
fechas en que la misma debio estar operacional. 

LI.2.2.1 

II.2.2.2 

11.2.2.4 

II.2.2.5 

11.2.2.6 

11.2.3 Itinerarios para la instalacion del equipo y la programacion en las escuelas 

NO existe evidencia de que se establecieron itinerarios objetivos y realistas para la 
instalacion del equipo y la programacion de la red en las escuelas. Aunque las 
compaiiias DRC Corporation y PRT tienen equipo! de trabajo para este proposito, se 
ha podido observar la ausencia de itinerarios precisos para las visitas y el gran 
desconocimiento por parte de las escuelas de dichas visitas. Esta situacibn es una de 
las causas para que el proyecto se encuentre con mas de 18 meses de atraso en su 
implantacion. 

LO interesante es que las partes se quejan, pero ninguna toma las acciones necesarias 
para resolver el problema. El DE, DRC Corporation y PRT se deben sentar a dialogar 
formalmente sobre este delicado asunto y establecer 10s Drocedimientos v controles 
necesarios para acabar con esta situation. Durante la evaluacion de este proyecto se 
pudo observar que el ambiente que prevalece es uno de ‘30 quiero resolver per0 en 
las escuelas no me dejan hacer el trabajo”, “en cada escuela el Director es un Cacique 
Y se hace lo que 61 diga”, ‘40s directores no wnocen del proyecto” etc. Se debe 
reconocer que parte de esta percepcion es cierta. No obstante, DRC Corporation y 
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